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ABSTRACT
A1l levels of the management team, from bulldlng

pr1nc1pals through the superintendent, must participate in the
development of management policies and concepts. Membership on the
"administrative team should include all central office personnel who
have duties that directly or indirectly affect the operatiouns of the
individval schools. The role of the central ofrice staff must be one
of supporting the building administrators (principals and assistant
principals) and their staffs in educating young people. The author
outlines an administrative team design that allows building

~ administrators to work with the central office in policy. develobment.
He describes the composition, role, operation, and decision-making
processes of an administrative team. The emphasis here is on
participation in decision-making. (Author/DS)
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in order to speak of asmborship on the nanagement team one must first

define what is to be managed, HFany times we in oducation fail to stuay the
type oT aperation ve expect our manacement teams to manage, Tco often we

Took at the eperation as being central office administrators cvarsecing

et

building ¢dninistrators., Impliying, central office administrative teams
arc to devzlope policy and watch~dog the buiiding adminictrative teams as
they are trying to live within thuse policies, This {5 a concept of con-

troiling the building adninistrators without aliowing them to manage

it would be edvantarjcous for those inveived in schoo! manazement to

study businces and 1”3 manaaements forms, Ceonerally, boarde, central office

maragement, and plants or branch monagement, worlk together to develep
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molicies wiich are intend:d to govern the coparstion of the firm, he main
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nt horn is tha

s of the managenent team must participate in

LY

e development of the managamant policies and concents.  This insures

tiat 211 involved will cim a picee of the action., it 2lso allows for

front lin2 caninistrators, those that arve held to be accouniable, to

‘rr\
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have the opportunity f{or input into over all management developrient,  Jur

scheol sysicms should Lo mrniqoed with thiz cencept in mind, as the!r structure
ustzlly is that of a boavd, central office adnministrative team, and o build=

a7 sdninisertive tetn desicn,

immiarship on the wanagem ont team should ineluede all central office
pecsennel vho have manacesat duties that directly or indivectly affect

the oparztions »f the individusl buildings »nd the principal and assistont
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L principals of each btuildings, The role of the contral oifice staff rast be
.
- related to supnorting ths bBuilding administrators end their staifs in educate
e
-
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= ing young pcople, Mith tnis in mind, the menacemenit teanm should have a
- functional design that 2ilous building adninistration tazws to work with
b Q)
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the central office administrative tecams in the developrient of polices, rules,

ard regulations that allow for students to be cducated.

Vithin this fremework it is important that cach management team members
role be clecarly defined as to who has the apprevel power, who must be consul ted,
who must b;'informcd, and who has the responsibility for carrying the task out,
The interfece between @ll levels and areas of manasement munt be cleerly de-
finod. It is not only important tuat the interfece boetweon building uearoe=
ment and central office management bo definesd but the interface between the
members of the contral office teom must be defined as well as the interface
hetwicen the members of the building manzgement tesm,  Vhen cach menber of
the tozl district manageoment team understands thcir role and tha role of the
other teom members then, cnd only then, will the manacencnt tecm concept

work.
{

The school boards position in this type of manogement t{eam concepi muct
be on= of ¢giving the mancgement teanm the responsibility for devzloping schonl
district policy, rules, and regulations for presentation to the school board

for questioning and approval, This docs not preclude the school board {rem

i

initiating the development of golicy. It only requires that people who
were hired to manage the schonl district nust do the research and writing
neceszary for good policy to be developed, A schoal bourd should be in
position to deaznd thet the ranagement team that hos described carry oot

the anoroved district policies with a&s little contlict as possible,

In looking at the policy develeprnent from a principals perepoctive,
the number one: concern is denncratic porticipation in the dovelopment cu
ownership can be obteined, 1 the principal is to be held cccountable {or
carryirg out these policics or if such policics arc going to affect the
oprri tien of the cducation i climate in the principals building, it is

Important that the princip2l have input into the policies cither throush
-
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coinsul tation or an~roval,

ba my estimation the following admninistrative team model allows for good
policy development to take place. One must realize that in this model the

ul timate anproval of all scliool district policy, rules, and requlations

remain with the school board.

This mocel was developed by the central office administrators and the
building administrators of the Central Valley School Disurict with a great

decl of encouracement from the Certral Valley School Board,

Tz project was begun in the fell of 1975 and was put into operation
in the fall of 1977. Here then is the '"Central Valley Adwinistrative

Team Model'':

HADITSTRATIVE TEAM!

1. Acninistrative team members are:
A.  Superintendent (Chairperson)
B. Assistant Superintendzat (Assistant Chairperson)
C. fissistont Superintendent - instruction
D. Supervisor of Secondary Education

L. Supervisor of tlementary Cducation

F. Supervisor oi Pupii Services

G. Supervisor of Personnal

H. Business lanager

l. Frincipals -
J. Acsistant Principals

AT team memboers ercent the chairperson are voting members,

ATl other adninistrators and supervisors (certificated and classi=-

fied) of the district shall be considered as resource personnel for
-3 .



the organizaticn of said team,
2, Pole of the Administrative Tecam:

In the development of district policy and/or the determination of
boyt to. implement district policy, the Administrative Team must be
informed end/or consulted., In resolving or dealing with critical
issues, with district-wide implication, other than the above, the

Administrative Team nust be informed (1) or consulted (C),

The Adininistrovive Tcon will operate within the RACT liedel with the

following arrancement:

A, Pursuant to identificotion of an area or topic of concern, an
R may be essianed by the person with approval authority or if

not ansigned, then the R may be placed, based upon Administrative

B. The percon wich the P oassignztes the 1C7s

C. When {he Administrative Team reaches @ consunsus on the role
of the INACH's, the person with the Rwiil develop the Action

Plan,
D. Tne aclion is cirriced out,
E. The person with the epprovel powvier acts on the rccommcndat}on.
F. Impltementaticon is carried out,

The BACH tiodel is defined as follows:

Respansibiiity - if | have the "R, it is my responsibility to
sea that the job cete done,
O
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-~ Approval or Disapproval (vcto power) ~ There is not usually an
oprortunity.for an appeal, YA" represents a hurdle or roadblock
before the task can be completed.

Consult - Before you come up with a final action plan or decision,
get my advice, my opinion. cfcre your final ection is taken, or
your decision is made, inform me. [t is possible to consult and
inform during the same session,
Inform - You must tell me what you arec going to do, either before
you &ct or as soon ac possible after you have acted,

3. Cocration:

A, Each sccond and fourth Thursday between 1:00 p.m, and 3:00 p.m.
will be rescrved for Administrative Team meeting dates. The
agenda shall be structured by the Superintendent and shall be
distributed at least oné day before the mceting.

B, The Supzrintendent or Assiscant Superintendent shall chair a1l
Administrative Teem mcetings,

C. The Team cgenda chall be distributed to 211 of the district supar-
visors and administrators {certified and classified)., The min-
utes of cxch groupis meetings will be distributed in the same
nanner,

D. As topics for consideration are developed, individual involve-
ment may occur throuah one of three averues, cach of which weould
operate thiough the RACI Model,

(1) Task Force - formed by any member of the Team - proposal
presented to the total Team,
O - : . {).
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(2) Representative Group ~ formed by the Chairperson or Team
(3) Teom tleotings - participation in discussion, reporting, etc,

E. Feedback to the Administrative Tcam from the Board of Directors

is to be the responsibility of the Superintendent (Chairperson).

L, Process:
A, Informing or consulting the Adminictrative Team

(1)  When a representative team or task force informs or consults

the Administrative Tecm, the person rasponsible shall indicate

in the agenda whether the team is being informed or consul ted,
(2) Inform: s¢ person responsible shall present the materials.

Team members may ask clarifying guestions. Vritten suacestions
may be given to the pcrson responsible &fter the presentation,

The person responsible may, or may not, accept these sugaestions.,

(3) Consult: The person responsible shall have a process pre-

parcd for rcaching consensus on teom feelings and suqgoestions

There are many processes available that the person responsible

can use, Some cramales are:

r

i. 1 -~ 3 - 6 grouping
2, Brainstorming

3. Force ficld analysis

As the Administrative Team continucs, skill with a greater

number of pracesses will be acquired,

B, Revising this Administrative Team Document
O
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(1)  Any Administrative Team member who feels this document
is in neced of revision through alteration, addition, or

deletion may forim a task force to scek the proposed

revision,
(2) The Administrative Team shell be consul ted.

(3) The task force must accept Administrative Tcam consensus,
if the Administrative Team consensus requires changes in
the proposal, the task force must include these changes
before seccking the Superintendent's approval of the
revision, |

A}

At this t}mc the Central Valley administrative tcam has developed
management statcments concerned with the operation of the Cnetral Valley
School District. Each statument or gcneral arce was studied with appro-
priate RACI designations given., The out comeg has been a better understand-
ing by team members as to who is responcsible for what in relation to policy

malking and the carrying out of such policy within the district,

This model speceks to the concept that once a policy has been recomnended
to and approved by the school board it is the principals responsibility
to carry out the policy under administrative rules and requlations making
sure that the concept of approval, consultation and informing is followed.
It is the principals responsibility along with the buif&ing nanaaement
team to make decisions that wili bring about a good maaégcmcnt climate

for educating students within their building,









